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Praise for Agile Kata

“Some of the great inventions come from putting seemingly disparate things together. Joe 
brought together scientific thinking, practiced through Kata, with Agile philosophies and meth-
ods and came up with something more powerful than either alone. Read this book and bring 
Agile to life!”

—Jeffrey Liker, author of Toyota Way

“Agile Kata draws on Joe Krebs’s decades of experience increasing companies’ ability to respond 
to continuous changes in the world and in the market. It’s a literal survival guide for companies 
navigating the uncertainty of a twenty-first century business environment.”

—Jeff Gothelf, coauthor of Who Does What by How Much?,  
Sense & Respond, and Lean UX

“Joe Krebs combines Agile methods with the scientific approach of Kata for continuous improve-
ment in Agile Kata. As someone who has applied Toyota Kata in product management, I’ve seen 
firsthand how these practices help teams reflect, adjust, and become more effective—just as 
Agile principles encourage. This book offers practical guidance to help Agile teams do the same, 
making it an essential read for anyone looking to enhance their Agile practices.”

—Melissa Perri, CEO of Product Institute and author of Escaping the Build Trap

“The secret to success for business leaders is not in the application of tools but rather the think-
ing and human capability behind them. In Agile Kata, Joe Krebs has created an accessible, prac-
tical, and enjoyable leadership book that brings together the disciplines of scientific thinking, 
grounded in the routines (‘kata’) of problem-solving and coaching for improvement. Agile Kata 
provides the learning structure for any leader or Agile practitioner seeking to create sustainable 
impact through innovation and continuous improvement.”

—Katie Anderson, author of Learning to Lead, Leading to Learn

“If you’re like me, you’re a fan of Agile but also a fan of science; you’re a fan of patterns but also 
a fan of experiments; you’re a fan of learning but also a fan of joy. If so, you’re going to love Agile 
Kata.”

—Linda Rising, coauthor of Fearless Change and More Fearless Change

“Agile practices led us to new ways of working. Agile Kata will lead us to new ways of THINKING 
about new ways of working. In this book, author Joe Krebs takes us down time-honored paths to 
lead us to a new and joyful destination in our work lives.” 

—Richard Sheridan, author of Joy, Inc.: How We Built a Workplace People Love



“With this book, Joe provides a fresh perspective on Agile. As continuous learning is at the heart 
of agility, Agile Kata are a great means to make this a practice. The great analogies and Joe’s vast 
experience make this book particularly compelling.”

—Jutta Eckstein, coauthor of Company-wide Agility with BOSSA nova

“I’ve been observing the Agile world moving from frameworks to more holistic patterns lately. 
To quote Joe, ‘Kata are thinking models, not operating models... Kata are closer to a pattern that 
is applied, and something new and exciting emerges as a result of it.’ Joe’s book is an incredibly 
important step in our Agile journey toward patterns-based approaches. I applaud him for writing 
it and encourage you to dive deeply into Agile Kata.”

—Bob Galen, author and coach at Agile Moose

“Reading this book is a learning experience that enables you to nurture a learning culture for 
your own organization. The concepts and practical guidelines here explain how to use small 
experiments to build a foundation for continuous improvement. The Agile Kata approach fits any 
‘flavor’ of modern software development.”

—Lisa Crispin, consultant and coauthor of Agile Testing and More Agile Testing

“As an Agilist, I loved the original Toyota Kata books but struggled to grasp how to apply their 
powerful concepts outside manufacturing. This book—especially Joe’s use cases—makes it easy 
to see how to use kata effectively in an Agile context.”

—Fortune Buchholtz, enterprise coach
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Melanie:

Thank you for your endless support.

Megan, Charlotte, and Alexander:

It is a wonderful, imperfect world out there. Enjoy the experiments!

In Memoriam: 

Ute
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Foreword by Jeff Sutherland
In the ever-evolving landscape of Agile, the need to continuously refine and elevate our practices 
is paramount. As someone who has spent decades shaping and refining Scrum, I am particularly 
excited to see the emergence of Agile Kata as a powerful pattern to bridge the gap between the 
structured Agile frameworks we know today and the dynamic, continuous improvement mind-
set that is so vital to sustained success.

My journey with Scrum began more than 30 years ago with the simple yet profound idea that 
small, cross-functional teams could achieve remarkable productivity by focusing on empiri-
cal process control and iterative improvement. This idea has grown into a global movement, 
transforming industries and revolutionizing the way we think about work. Yet, even as Scrum 
has matured, there has always been a need for methods that drive the mindset of continuous 
improvement—a mindset that is at the heart of what we aim to achieve with the Agile Kata.

The “First Principles in Scrum,” which I introduced, underline this necessity. By focusing on prin-
ciples like “Teams That Finish Early Accelerate Faster,” we emphasize the importance of minimiz-
ing waste, optimizing flow, and enabling teams to learn and adapt faster than their competitors. 
The Agile Kata complements these principles by providing a structured approach to embedding 
continuous improvement into the daily lives of Agile teams, allowing them to tackle challenges 
with a scientific mindset and a relentless focus on learning.

The importance of this book cannot be overstated. It provides a much-needed pattern for inte-
grating the kata mindset into Agile practices, offering practical insights and real-world examples 
that demonstrate how this integration can drive both individual and organizational excellence. 
By doing so, it not only enhances the effectiveness of Agile teams but also ensures that they 
remain adaptable, resilient, and focused on delivering maximum value in an increasingly com-
plex world.

I had the privilege of witnessing the transformative power of continuous improvement firsthand 
at PatientKeeper, where we adopted early forms of these practices that contributed to a remark-
able increase in both employee engagement and organizational performance. These experi-
ences reinforced my belief that the Agile Kata is not just another tool—it is a critical mindset shift 
that every Agile practitioner should embrace.

As you embark on this journey with Joe Krebs’s Agile Kata, I encourage you to approach it with 
the same curiosity and openness to learning that has fueled the Agile movement from the 
beginning. This book will challenge you, inspire you, and, most importantly, equip you with the 
tools and mindset needed to navigate the complexities of modern work with agility and grace.

—Jeff Sutherland 
cocreator of Scrum and Scrum@Scale 

Massachusetts, 2024 
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Foreword by Nigel Thurlow
Many organizations have struggled trying to implement a copy/paste approach to “becom-
ing Agile,” which has yielded less-than-satisfactory results. The desire to rapidly implement 
case-based approaches, where you study one organization’s success and copy what they did, 
assuming it will work the same way for you, has proven false. This is the domain of big consult-
ing houses—“It worked there so it’ll work here,” typically visualized in glossy PowerPoint decks. 
Context matters.

As my dear departed friend Ritsuo Shingo said to me many years ago, “You have to find your 
own way.” Don’t copy.

Why Agile Kata? In my opinion, Agile needs a helping hand to gain a renewed impetus. Kata 
describes a repeatable system of individual training exercises for practitioners of martial arts. 
Toyota Kata from Mike Rother took that same concept to help practitioners develop problem-
solving and continuous improvement and muscle memory. In Agile Kata, Joe has taken this a 
step further by focusing on Agile and combining the practice of two types of Kata defined by 
Mike Rother. 

Most organizations adopt a methodology, conduct training, hire some PDF-wielding “experts,” 
and sit back to experience suboptimal results. Many “transformations” lack the discipline 
required to be successful, and most lack leadership engagement and participation at all levels. 
With Agile Kata, Joe aims to address both of these problems. 

Joe isn’t reinventing Agile; instead, he’s giving you a powerful approach that teaches you a scien-
tific thinking approach as described by Mike Rother. Yet don’t be fooled into thinking discipline is 
not needed; it is! However, Joe breaks this down into simple steps to strengthen your application 
of the ideas from Agile and iterative software development and provides you with an additional 
scaffold to aid learning and adoption.

Joe has included some common Agile patterns in this book to bring you Agile Kata. A way to 
support your adoption and, if you are failing, a way to rescue that adoption. No silver bullets, 
just commonsense scientific thinking, discipline, and some repeatable routines that will help you 
and your teams develop simple habits. The result should be a better Agile process, greater agility 
as innovation is allowed to emerge, and happier team members as they are given the support 
they so often lack when adopting a change in their way of working.

If you’re involved in complex work, Joe helps you understand ways to know “where you are now” 
by highlighting the Cynefin framework in a simple and easy-to-understand way—important 
when defining your current condition. He then guides you on how to move forward knowing 
what type of environment you are dealing with—essential when setting a target condition. If 
these are new terms for you then you are in for a treat. Dig in now!



Foreword by N igel  Thur low﻿ ﻿ xii i

If you are a change management professional, there is much to take away from this book. No 
one likes forced change. Agile Kata provides change agents a way to make change more natural, 
involving those impacted by the change and enabling them to learn new habits without a forced 
adoption. 

I think you will enjoy this book. I enjoyed reviewing it.

—Nigel Thurlow 
cocreator of The Flow System 

Texas, 2024 
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Preface
If you’re reading this book, you probably have some familiarity with Agile methods, maybe even 
a high level of expertise. But perhaps you have less knowledge of kata and have not thought a 
great deal about how kata and Agile can work together. That is what this book is about.

I am a long-term practitioner and deeply rooted in Agile. I’ve been helping clients solve their 
business challenges by adopting Agile processes for more than two decades. I could have stuck 
with Agile and helped it evolve and perhaps been perfectly content. But I came across a book 
that got me thinking critically about what I had learned and done with Agile. That book is called 
Toyota Kata1 by Mike Rother, a title you can find on the bookshelf of many Lean folk. Mike is a 
Lean thought leader and the coauthor of Learning to See,2 which is a technical book about creat-
ing continuous flow and value stream mapping. As I have also experienced in the Agile world, 
Mike was disappointed with the sustainability of the methods. Build a beautiful, high-function-
ing house of cards and then watch it collapse. He wanted something more. His conclusion was 
that what Toyota had that made it work, and what many companies lack, is scientific thinking.

When you approach Agile as a toolkit, you end up with nice-looking artifacts that may have little 
to do with how the work actually gets done, similar to the way an outdated map doesn’t match 
the scenery you see in front of you. In fact, everyone faces problems in their daily work, and the 
idea of continuous improvement is to recognize them, try to understand why they occur, and 
solve them rather than let them fester indefinitely. Along come Lean and Agile, and now you 
have new tools to throw at the problems. However, the tools themselves do not solve the prob-
lems or help you reach your goals. The tools can be helpful if you think a certain way. Mike called 
that certain way “scientific thinking.”

This way of thinking is not much different from the general concept of science. Confront the facts 
or the actual situation honestly, set clear goals, and experiment your way to the goals by trying 
out your ideas. This is different from either throwing general tools at the problem or assuming 
that your general theory about what should work in this situation is true. Humans have all sorts 
of cognitive biases, and we often assume we know things that we do not. We also are pretty bad 
at accepting that the world is a complex place filled with uncertainty. We know much less than 
we do not know.

So Mike Rother came up with a general model of scientific thinking that he called Improvement 
Kata. But the point was not to develop yet another problem-solving model. The point was to 
develop a general pattern of scientific thinking and then teach it by doing. You don’t implement 

1.  [MR2009]

2.  [MRJS1999]
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kata, but you practice it. The term kata comes from the martial arts—breaking down complex 
physical skills into small pieces and then practicing them one by one to master each skill. Put 
them together, and you can begin to learn how to defend yourself. 

Mike Rother’s book includes many references to manufacturing and physical objects in the pro-
duction process. And the book Toyota Kata does not mention the word agile even once through-
out the entire book. Don’t let that scare you off. Mike developed these concepts after observing 
scientific thinking at Toyota, and most of his practice was in manufacturing at first. It may be 
easier to practice on repetitive, manual processes, but it applies equally well to knowledge work 
and for teams building products in Agile teams.

Once I saw that kata is a meta-skill and can be of universal use, it quickly became my friend for 
Agile transformations. In more recent years, I learned through my work and from feedback from 
other Agile Kata practitioners that the pattern can be applied in many ways to increase agility. 
It represents Patterns and Practices for Transformative Organizational Agility, which is the subtitle 
of this book.

As you work your way through this book, you will notice two different uses of Improvement Kata. 
The first is a way of thinking through repeated practice. The goal is to rewire your brain so that 
you naturally think scientifically when approaching any of life’s goals. That does not mean that 
you pull out the kata and try to follow it exactly, but it becomes a natural way of thinking applied 
in different ways to different situations. 

A second use is to consider the pattern of Improvement Kata as a good model for working 
toward your goals, like software that helps users achieve their goals with minimum fuss and 
frustration. This is using the kata like an Agile process that you can integrate with existing Agile 
methods and thinking or replace the one you’re currently using. I often use it this way.

I will go back and forth in usage. Please excuse me for that. I love the idea of practicing scien-
tific thinking, and I love the Agile Kata pattern as a way to strengthen Agile organizations. Mike 
Rother and his colleague Jeff Liker remind everyone in their publications Toyota Kata and The 
Toyota Way that Kata is mainly a way to practice and develop scientific thinking. I will keep using 
kata in both ways and keep learning and experimenting with other ways so we can increase 
agility.

Register your copy of Agile Kata on the InformIT site for convenient access to updates and/or 
corrections as they become available. To start the registration process, go to informit.com 
/register and log in or create an account. Enter the product ISBN (9780138118303) and click 
Submit. If you would like to be notified of exclusive offers on new editions and updates, please 
check the box to receive email from us. 

http://informit.com
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Introduction
Agile Kata is new. Both topics individually, Agile and kata, are not. They have long histories on 
their own. They have proven themselves time and again and their communities are strong. Both 
believe in similar things. My hope is to connect them, and perhaps many other Agile profes-
sionals will have an aha moment similar to what I experienced when I began moving the puzzle 
pieces closer together.

In recent years, I have seen a burst of new fresh ideas flooding the Agile community. At the time 
of writing this book, I noticed a positive trend and energy toward organizational design, enter-
prise and team coaching, business agility, agile leadership, scaling, and portfolio management. 
There was also an appetite to learn ways to improve the process of an Agile team. The beautiful 
thing is that Agile Kata can help you get started with all of these topics. And if you’ve already 
started with one of them, Agile Kata can help you continuously improve it. 

Agile Kata is a universal pattern, not the universal pattern. I can’t predict the future. No one 
can. But from what I can tell about recent trends, businesses have adapted to leaner and flatter 
hierarchies. Some companies have established democratic, self-managed workplaces with great 
success. Employees entering the job market are looking for purpose, learning, and growth as 
a person—and, of course, reward. A fail fast and learn attitude, courage for experimentation, 
and closing feedback loops with stakeholders and customers is becoming the new norm every-
where. All of these trends are deeply anchored in Agile and scientific thinking and are directly 
linked to Agile Kata, which can enable these. 

Purpose, Background, and Goals
Back in the mid-1990s, when I developed software in Smalltalk, I had the chance to experiment 
with a series of processes that were fundamentally different from what was commonly used. I 
used the Rational Unified Process (RUP), Ivar Jacobson’s use-case-driven approach, and Extreme 
Programming (XP). Compared to today, this pre-Agile-Manifesto period before 2001 truly felt 
like a groundbreaking, revolutionary era. Some might have referred to us as a bunch of corpo-
rate rebels. Even though I was at the beginning of my career, I already had firsthand experience 
with the flaws of waterfall. I felt anxious to try something new, but we didn’t have the data and 
evidence yet to be sure that new ways of working would revolutionize the future. In hindsight, 
this was a bold move to branch off into a niche, especially because I was so early in my career.

The Agile Manifesto did a wonderful job bringing the various processes and frameworks 
together under one umbrella by giving it a name, values, and a set of principles. I vividly remem-
ber taking a trip to Newton, Massachusetts, shortly after the Agile Manifesto was released 
because news made it to me in New York City that “a guy” named Jeff Sutherland would give a 
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training on Scrum. I felt that I had to be part of that session, especially after I read Agile Software 
Development with Scrum (Pearson),1 which was fresh off the press. So I made my way up toward 
Boston…

The training took place in an improvised back room at PatientKeeper, where Jeff worked at that 
time. It was a small class, and I felt like an intruder because a regular workday unfolded next to 
us while we were learning about Scrum. Because of the circumstances where Scrum was being 
taught, it felt like a well-kept secret. That is what moonshiners during prohibition must have felt 
like. 

When I reflect on the past, I recognize that moments like that were important stepping stones 
in my career. My background in various Agile processes eventually led to creating my own con-
sultancy: Incrementor in New York. Just a few years after that trip to Boston, I had the chance to 
deliver scrum trainings alongside Jeff and Ken. 

A similar eye-opening moment happened in the late 2010s, when the early indicators for suc-
cessful Agile transformations were dismal. By looking closer at the struggles and failures of 
Agile transformations, it was quite noticeable that the Agile mindset we used with teams got 
lost when applied to the transformation process. Questions from clients, such as, “What is the 
process of introducing Scrum to my organization?” did not generate good answers. It felt ironic 
that organizations fell back into waterfall behavior when introducing Agile as their new DNA in 
the organization. I noticed “waves” of work and heard words like roll-out and complete used in 
the context of Agile transformations. These transformations were often treated as projects or as 
single-improvement initiatives, like an item on a corporate checklist.

The grassroots movement of Agile in the early days—where teams worked, learned, and con-
tinuously refined their process over time—seemed to have ended. Agile transformations now 
showed signs of top-down, command-and-control leadership. Some companies even tried to 
standardize their organization and aimed for ____ (fill in the Agile process flavor of your choice) 
conformity. Those organizations had entirely missed the idea of what Agile was all about.

In 2017, when I began reading Toyota Kata (McGraw Hill) by Mike Rother, I had this instant feeling 
that scientific thinking trained by kata and continuous improvement could be of tremendous 
value for the Agile community. Even though Rother uses Toyota as a vehicle (no pun intended) to 
bring that pattern to surface, it’s really not about Toyota and cars at all. Once I saw that the kata 
is a meta skill and can be of universal use, it became my friend for Agile transformations and so 
much more. Let’s explore this further.

During the hype of Agile transformations, I noticed an abundance of promises made by com-
panies selling shiny Agile transformation playbooks. Those start-to-finish processes were often 
just a fancy name for an old-school waterfall process that made the planned transformation look 
logical, safe, and easy to buy in. Many learned the hard way that this is far from reality. I know 
of several large companies that had several unsuccessful transformations, until they decided to 

1. � [KSMB2001]
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give up. Maybe it is time to question the playbooks and the approaches instead of questioning 
the ability of an organization to change. I would even argue that every company can change. The 
question instead is: How fast can they change?

The difference between the traditional approach and kata is also captured in the well-known 
saying, “Give a man a fish, and you feed him for a day; teach a man to fish and you feed him for 
a lifetime.” Just handing an organization a blueprint and sending a constant stimulus from the 
outside to become more agile is clearly not enough. On the other hand, Toyota Kata is that meta 
skill that teaches an organization to learn how to fish. As a matter of fact, it teaches how to fish 
and continuously improve your fishing skills. Learning is continuous.

But when I began increasing agility this way, I remembered the quote by Antoine de Saint-
Exupéry: “If you want to build a ship, don’t drum up people to collect wood and don’t assign 
them tasks and work, but rather teach them to long for the endless immensity of the sea.” 

Agility is the resiliency in an organization to make better, more rapid decisions in response to 
feedback with the purpose of building better products and services. To stay relevant as a for-
profit company, reading the market trends and reacting accordingly is extremely important. The 
successful companies are really good at this. 

Agile Kata extends Toyota Kata in ways to embrace and live by Agile values and principles from 
day one. Enabling an Agile culture by adopting a new leadership style increases collaborating 
skills in self-organized, autonomous teams. It also requires an upgrade of coaching skills and 
ways of measuring the success of our products and the process. 

In the beginning, my goals were very narrow. I wanted to help clients in their transformation 
journey. We tested kata ideas and experimented in various settings. The feedback was positive, 
and we got encouragement to continue. We created the Agile Transformation Kata as the first 
attempt to formalize the pattern and name it. Then we dropped the word transformation after 
we learned about many additional scenarios that went way beyond the initial transformation 
need.

I hope this book will give you plenty of new ideas to help increase agility. The ideas in it will 
challenge the ways things currently work in your organization and help you consider how using 
Agile Kata can make it a better place. Considering that agile organizations are more flexible and 
adaptable and therefore more competitive, I believe that Agile Kata can be of tremendous value 
for your company or client. Another hope, which might sound very ambitious and audacious, is 
that Agile Kata can help your organization and the Agile community as a whole to break through 
stalemate situations to reach a higher level of agility. 

The goal of the book is neither a full introduction to kata nor to Agile nor a resource to make 
you an expert on either topic. It would be a false expectation to think something so big could be 
covered in only a couple hundred pages or to expect that you can develop skills only by reading. 
However, this book should get you off the ground.
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If I have left out a reference to your favorite Lean, Agile, or kata book, it doesn’t mean that it’s not 
relevant in the context of Agile Kata. It’s tough for an author to find a balance between the right 
amount of relevant information and paralyzing the reader through information overload. Again, 
I hope I have kept the content focused so that you can navigate the topic effectively. 

This book is relatively short by design. It may take you only a few days to read through the mate-
rial. The Agile Kata approach is very lightweight, just like other Agile processes, and the length of 
this book carries that spirit. However, keep in mind that lightweight does not necessarily mean 
that it is also easy to do.

You will certainly encounter challenges when you apply Agile Kata within your environment. 
Over time, though, if you practice it deliberately, it will become second nature.

My goal with this book is to build a solid bridge between kata and Agile—a bridge that should 
make you feel comfortable to cross in either direction. To do this, I chose a mix of theory, 
examples, and use cases that should give you plenty of confidence to introduce Agile Kata to 
your organization. I’m curious to hear about your success stories, but if you notice that it is not 
working the way you expect, please let me know, too. To keep this process interactive, I have 
reserved www.joekrebs.com/agile-kata-book, where you can submit any feedback about the 
content of the book. For training-, certification-, and community-related inquiries, please visit 
www.agilekata.pro, a hub created for Agile Kata professionals. For book content and feedback, 
please visit joekrebs.com/agile-kata-book.

Who Should Read this Book?
The kata by itself is a universal pattern for any kind of improvement, and Part I could be espe-
cially beneficial for anyone who wants to improve any situation, Agile or not. 

Parts II and III connect the kata with Agile ways of working. For example, if you are in the role of 
an Agile coach, scrum master, project manager, or change agent whose goal is to increase agil-
ity, all three parts of this book should give you fresh new ideas and tools to improve. Because 
Agile Kata is a universal pattern that touches potentially any type of team, testers, developers, 
architects, and user-interface designers can get some fresh new ideas for working together as 
well—in that case, as an IT team. 

If you are an executive or leader, Agile Kata can give you new ideas for implementing Agile strat-
egies, effecting cultural change, and transforming organizational design. You may also consider 
using Agile Kata to provide a new way of working with your peers or teams. 

If you are a member of a project management office or portfolio management team, Agile Kata 
can spark new ideas and create additional viewpoints using experimentation, goals, or targets. 

Change agents looking for a new change-management process that introduces more agility to 
their organization will hopefully find new inspiration in Agile Kata. 

http://www.joekrebs.com/agile-kata-book
http://www.agilekata.pro
http://joekrebs.com/agile-kata-book
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Last but not least, members of a product management team may use Agile Kata for designing 
new ways to interact with their stakeholders and build product visions and product strategies. 
They may even use Agile Kata for building the actual product. Agile Kata is as universal as it is 
exciting. 

Whatever your motivations are when you decided to read about this topic, I hope you find it 
refreshingly new and that you gain a new perspective. If you find more success as a result of 
using the kata, I would be thrilled to know. Beware: Applying Agile Kata is highly addictive and 
may captivate you beyond reading this book. (At least that is what happened to me when I 
started my journey.)

How This Book Is Organized
I can’t wait to show you what kata are all about and how kata and Agile complement each other. 
Even more importantly, I want to show you what you can do with the kata day by day. You will 
notice how these three goals of the book map directly to the table of contents. 

Part I provides you with a foundation and introduction to kata and scientific thinking and 
explains what makes kata in general so unique. You will see that a mindset of scientific thinking 
can be very different compared to well-established Agile processes and frameworks. If you are 
contemplating using kata outside the boundaries of Agile, Part I is your companion. If you’re 
already familiar with kata, you may skim through this part of the book, although I think I offer a 
perspective that appeals to Agile practitioners and may be new to you. The main goal of Part I is 
to set the stage for Part II and eventually Part III. 

After the foundation of the kata is laid in Part I, we explore how Agile ways of working can extend 
the basic form of the kata. Part II takes important Agile topics and links those to the kata: coach-
ing, culture, collaboration, measuring value, and leadership, to name a few and give you food for 
thought and context. You can see each topic as an extension point to the original basic kata form 
that’s covered in Part I. At the end of Part II, you will have a better understanding of Agile Kata. 

While you are reading through the first two parts of the book, you will probably generate tons of 
wonderful ideas for improving agility in your team or organization as a whole. In my experience 
since I began working with Agile Kata, the sky is truly the limit. You can go as far as your creativity 
and practice will take you. 

After reading Part II, you might feel ready and impatient to get started. But before you do that, 
check out Part III, where I share a set of common use cases. These use cases may validate some of 
the ideas you generate while reading through Parts I and II. By sharing these vastly different but 
common use cases for Agile practitioners, I hope I inspire you to identify Agile Kata opportunities. 
I’m confident that at least one of the use cases will stand out as your personal starting point with 
Agile Kata. But I wouldn’t be surprised if you find more than one use case that connects well with 
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what you would like to improve within your team or organization. In this case you will face the 
difficult choice of which to start with—which is not a bad problem to have.

I used the word common rather than typical to describe the use cases in Part III. Although the 
words seem to be interchangeable, there are minor differences. In the complex and exciting 
world that we live in, the word common implies something that is generally encountered in 
various situations. Typical, on the other hand, refers to something that is expected to happen; 
it’s more of a standard. The difference is nuanced, but it’s important when you work through the 
scenarios during Part III. When navigating the unknown with scientific thinking and Agile Kata, 
be prepared to be surprised. Instead of applying each use case as-is, like an exact recipe, the use 
cases should serve you only as a starting point. 

The point of Agile Kata is not to provide a set of generic solutions to generic problems. Every 
organization or team has unique characteristics and parameters, and every client solution is 
unique as well. Thus, you’re working to achieve the goals of your products for your users based 
on the experiences and knowledge of your team. 

The main benefit of the use cases is to stimulate some ideas about where Agile Kata might be 
useful and how it can be used. Although every situation is unique, I hope you will find inspiration 
in Part III to start trying this new pattern.

Throughout the book, you will discover the occasional links to additional resources, such as 
activities or material you might find useful when applying Agile Kata. In addition, each chapter 
ends with a set of reflection questions to let the topic sink in a little more. 

Challenges
Writer’s block is defined as, “The inability to begin or continue writing for reasons other than a 
lack of basic skill or commitment.”2 Many writers, including myself, have encountered writer’s 
block before, but if you use Gerry Weinberg’s fieldstone method,3 writer’s block is almost a thing 
of the past. Almost…

There are still unforeseen events that can cause a book project that has lasted for almost two 
years to derail at any given time. In my case, it was a death in the family, a severe weather impact 
in Florida, and a lost passport that prevented me from traveling internationally for months. 
Situations like this make it hard to get back into the groove of writing again. Ironically, many 
Agile initiatives that get stuck somewhere in their journey have similarities to writer’s block for 
an author. A new fieldstone, or kata, unblocked me and kept me going.

2. � [MR2009]

3. � [GW2005]
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Positive events can also have an impact on the writing process. During a project like this, the life 
of a consultant continues, and clients were asking for Agile Kata training and coaching services. 
Conference organizers began inquiring about Agile Kata presentations, which I gladly accepted 
to keep spreading the word. The appetite for Agile Kata also continued in the form of webinars, 
user group events, and podcasts. These events made it easy to transition back to writing and 
helped me to see opportunities for Agile Kata from even more angles. 
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storyboards and, 113

katalog, 143

knowledge sharing, 81

L

lead time, 68

leadership, 121–122

change initiation, 126
empowerment and, 128–129
servant leadership, 127–128

skills, 126–127
SpaceX, 127–128
storyboards and, 41
team direction, 122–123
Tesla, 127–128
transition and, 130
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storyboards and, 41
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See Agile Manifesto
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PMO (project management office), 149–150
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Power BI, 72
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Process Cycle Efficiency (PCE), 72
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product goals, 124
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product management, 161

design thinking, 163
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